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Asia Lu and Becky Hill 
Executive Summary 
Question 
What is the value and impact of coaching at all levels in the organization? Are there certain times in 
an employee's career journey that it may be more critical? 
In the past coaching was nearly exclusively used for executive-level development, whereas coaching 
is currently approached as a more widespread intervention for various levels of employees within an 
organization. This application of coaching has developed over the past decade. The research on such 
coaching for talent management across the organization as it correlates to employee performance is 
fairly limited3, 6, 11. Despite the limited research, several studies have shown that coaching to develop 
high potential employees (in addition to more traditional coaching aimed at executives) was successful, 
and yielded a return on investment12. However, there are key factors that help define the best practices 
and added value of multi-level coaching within an organization.  
What is Coaching? 
Coaching and mentoring have historically served different purposes in the organization; the former is 
employee-driven towards achieving solutions and goals, whereas the latter has a mentor as a strategic 
influencer with a heavy role in driving the process and holding the employee accountable12 (Appendix 
A). Despite the differences between coaching and mentoring, research has shown significant overlap 
between the two, which warrants further studies as to the varying benefits8. The objectives of a 
coaching arrangement can be established as a result of employee desires and/or management goals 
(Appendix D). 
Qualifications of a Coach 
There are numerous coaching vendors available for an organization to employ when it establishes a 
coaching program, and internal options can also be employed successfully. The manager-as-coach 
model has been popular due to the organizational objectives of improved behavior and results, as well 
as other intrinsic benefits, such as employee self-efficacy8. Organizations benefit when they train 
managers to coach their employees effectively, and employees tend to increase their commitment to 
the company, set higher goals for themselves, be more conscientious and motivated toward goal 
achievement5, 7. Managerial coaching positively affects performance of frontline staff when effectively 
used by the manager. The impact on performance is not always incredibly strong (when quantified), 
however, it should be noticeable to the manager and benefit the organization6. No matter the individual 
chosen as coach, there are objective criterion on which coach selection should be based: 
1. Training and, ideally, accreditation of coach
2. Relevant or transferable subject matter expertise, and/or recommendations
3. Success of professional coach; personal success12
Coaching for First-Time Managers 
While there are few case studies regarding best practices for preparing first-time managers, there are 
some widely recognized actions that organizations can take to help first-time leaders succeed in their 
new roles. One-on-one coaching sessions are helpful in developing a first-time manager’s ability to 
effectively lead people and projects. Another method is to conduct group coaching, where a cohort of 
new managers can coach and guide each other on best practices9. Goal setting, praising, and redirecting 
are aspects to consider including in a coaching program for first-time managers, as they need both 
encouragement and guidance to ensure success in their new roles1. This is not only helpful for the 
individual’s own development, but can also assist the organization in achieving bottom-line results. 
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Coaching High Potentials and Frontline Staff 
To effectively implement coaching programs for high potential employees at various levels of an 
organization, it is imperative to understand the value they place on the coaching engagement. 
Additionally, it is important to define the organization’s goals for the program and to measure whether 
and to what degree the high potential employees’ expectations align with those of the organization11. 
An example of this is discovering that the high potentials in the coaching program value some key 
similar learning outcomes that the organization is focused on achieving, such as “Managing 
stakeholders” and “Self-awareness”11 (Appendix C). An international study of frontline employee 
coaching found that performance was enhanced as a result of the coaching engagement between 2.9 - 
6.2%6. 
 
Organizations who implemented coaching effectively at varying levels in order to develop high 
potential employees found that there were key areas of correlation with coaching success, the top three 
being: 
● Improving individual performance and productivity 
● Improving organizational performance 
● Addressing leadership development and succession planning12 (Appendix B) 
 
Best Practices to Achieve ROI in Coaching Programs 
It is important to understand the value and impact coaching has on the overall organization—it can 
measurably impact an organization’s bottom line. For a coaching program to realize a ROI, the 
organization must very judiciously select employees to take part in it12. Research has shown that 46 
percent of organizations that report having strong coaching programs also report higher revenue growth 
in comparison to their peers that do not have coaching programs in place10. To determine the value of 
coaching programs quantitatively, companies should examine how they are influencing better 
teamwork and collaboration to produce better bottom-line results. 
 
AT&T states that organizations can measure the dollar impact coaching has on an individual’s 
performance if they are in a position related to sales. An organization can also measure the impact of 
coaching through qualitative metrics, for example, offering coaching to someone who is a high 
performer but is thinking of leaving the company. If the company puts that individual through a 
coaching program and gives them room for providing honest feedback, the individual may end up 
staying. The organization then benefits by avoiding the cost of acquiring a replacement as well as the 
retention value in the individual’s continued productivity13. 
 
A case study of National Express, a UK-based transportation company, shows how coaching became 
embedded into the organization. National Express established clear objectives before launching their 
coaching program for managers, one of which was to provide managers with the skills to coach their 
teams. This objective also aligned strongly with one of the company’s strategic objectives: talent 
development. After implementing the coaching program, 89 percent of individuals who went through 
the program stated that coaching helped them resolved conflicts on their teams14. 
 
To assess whether or not coaching is delivering value and impact on an organization, it is good to have 
clear goals and objectives that are aligned with overall strategy. Throughout the coaching process, 
surveys soliciting feedback are helpful to gather data on the impact such programs have on an 
employee’s experience and the organization’s bottom line. No matter the coaching method a company 
utilized, it will reap the greatest benefit when it intentionally crafts the and measures the program. 
 
 
3 
References 
 
1. Blanchard, K. (2016). Set Up First-time Managers for Success. Chief Learning Officer, 15(5), 14. 
Retrieved from 
http://search.ebscohost.com.proxy.library.cornell.edu/login.aspx?direct=true&db=bth&AN=114399
031&site=ehost-live 
 
2. Cajnko, P., Treven, S., & Tominc, P. (2014). Managerial Coaching Model and the Impact of its 
Activities on Employee Satisfaction and Company Performance. Management (18544223), 9(4), 285–
305. Retrieved from 
http://search.ebscohost.com.proxy.library.cornell.edu/login.aspx?direct=true&db=bth&AN=1087634
58&site=ehost-live  
 
3. Jones, R. J., Woods, S. A., & Guillaume, Y. R. F. (2016). The effectiveness of workplace coaching: A 
meta-analysis of learning and performance outcomes from coaching. Journal of Occupational & 
Organizational Psychology, 89(2), 249–277. https://doi-
org.proxy.library.cornell.edu/10.1111/joop.12119  
 
4. Ladyshewsky, R., & Taplin, R. (2017). Employee perceptions of managerial coaching and work 
engagement using the Measurement Model of Coaching Skills and the Utrecht Work Engagement 
Scale. International Journal of Evidence Based Coaching & Mentoring, 15, 25–42. Retrieved from 
http://search.ebscohost.com.proxy.library.cornell.edu/login.aspx?direct=true&db=bth&AN=1334170
13&site=ehost-live  
 
5. Pousa, C., & Mathieu, A. (2014a). Boosting customer-orientation through coaching: A Canadian 
study. The International Journal of Bank Marketing, 32(1), 60–81. https://doi.org/10.1108/IJBM-04-
2013-0031 
 
6. Pousa, C., & Mathieu, A. (2014b). The influence of coaching on employee performance: Results from 
two international quantitative studies. Performance Improvement Quarterly, 27(3), 75–92. 
https://doi.org/10.1002/piq.21175  
 
7. Pousa, C., & Mathieu, A. (2015). Is managerial coaching a source of competitive advantage? 
Promoting employee self-regulation through coaching. Coaching: An International Journal of Theory, 
Research and Practice, 8(1), 20–35. https://doi.org/10.1080/17521882.2015.1009134    
 
8. Pousa, C., Richards, D. A., & Trépanier, C. (2018). Managerial coaching of frontline employees: The 
moderating role of gender. Human Resource Development Quarterly, 29(3), 219–241. https://doi-
org.proxy.library.cornell.edu/10.1002/hrdq.21322  
 
9. Sillett, D. (2015). How to support and develop first-time managers? Industrial & Commercial 
Training, 47(1), 46–50. https://doi-org.proxy.library.cornell.edu/10.1108/ICT-06-2014-0040 
 
10. Robinson, S. (2018). The Case for a Coaching Culture. TD: Talent Development, 72(1), 14–15. 
Retrieved from 
http://search.ebscohost.com.proxy.library.cornell.edu/login.aspx?direct=true&db=bth&AN=1270196
36&site=ehost-live 
 
11. Taconis, M. (2018). How high potential coaching can add value - for participants and the 
organisation. International Journal of Evidence Based Coaching & Mentoring, 16 (1), 61–72. 
https://doi-org.proxy.library.cornell.edu/10.24384/000541 
4 
 
12. Toterhi, T., & Recardo, R. J. (2016). How to Ensure Your Coaching Program Pays Off. Global 
Business & Organizational Excellence, 36(1), 25–40. https://doi-
org.proxy.library.cornell.edu/10.1002/joe.21754  
 
13. Weinstein, M. (2017). Determining Coaching ROI. Training, (4), 38–41. Retrieved from 
http://search.ebscohost.com.proxy.library.cornell.edu/login.aspx?direct=true&db=bth&AN=1242008
80&site=ehost-live 
 
14. Williams, E. (2015). From coaching to coaching: the National Express approach to people 
development. Logistics & Transport Focus, 17(6), 34–37. Retrieved from 
http://search.ebscohost.com.proxy.library.cornell.edu/login.aspx?direct=true&db=bth&AN=1029124
02&site=ehost-live 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
5 
APPENDICES 
Appendix A - Toterhi  
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Appendix B - Toterhi 
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Appendix C - Taconis 
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Appendix D - Toterhi 
Exhibit 1. Common Objectives of Coaching in the Workplace 
 
The Employee Wants To… The Manager Wants To… 
 Become a peak performer 
 Leverage a key strength 
 Pinpoint a behavioral “blind spot” or potential 
“career derailer” 
 Reinforce good performance and celebrate 
success 
 Ensure understanding of key business 
change 
 Improve the performance of an 
employee 
 Enhance a new leader's assimilation 
into the culture 
 Leverage knowledge obtained in 
formal training 
 Change an employee's behavior 
 
